China suffered minimal fallout from the global financial crisis (GFC), due to its burgeoning economy and 'socialism with Chinese characteristics' political strategy. However, despite this, its industries face enormous human resource management (HRM) challenges associated with the country's rapid economic growth. Principal amongst these HRM challenges is the need to attract and retain crucial talent. It is likely that if Chinese industry is unsuccessful in these endeavours, the future economic growth of China may be stalled, resulting in more serious long-term outcomes. This paper explores these challenges together with some possible solutions and future research directions.
Introduction
Whilst few countries in the developed world escaped the ravages of the 2008-9 global financial crisis (GFC), China was amongst a handful of nations which managed to maintain its economic growth during the period and to recover its equilibrium rapidly thereafter. By 2011, it had become the world's second largest economy, supplanting Japan. It became the dominant global manufacturer (Nankervis et al. 2012) , and the biggest consumer of coal, aluminium, copper and nickel (Ferguson 2010, p. 21) . Prior to the GFC, China's GDP averaged between 9.4-9.8 % on an annual basis for almost twenty five years (Holz 2005, p. 1; Ghosh 2010) , 'built on a classic industrialisation pattern, moving from primary to manufacturing activities' (Ghosh 2010, p. 3) . It was buttressed by highly successful government imperatives to attract foreign direct investment, primarily through joint ventures and the encouragement of wholly-owned foreign enterprises (WOFEs); the accumulation of large surpluses and international reserves; together with growing and increasingly diversified international investments (de Haan 2010, p. 72) . Some researchers have pointed out the irony that the apparent strengths of the Chinese economy -its authoritarian political system which has facilitated rapid and at times difficult decision-making and its emphasis on investments -may also have made it more vulnerable to the effects of the GFC (Huang 2008, pp. 40, 46) . These strengths undoubtedly insulated China from the worst effects of the GFC.
They represent the outcomes of conscious central government policies and plans -'a strong commitment to growth, productivity, competition and the privatization of property and the market, in the absence of a commitment to social equality and welfare' (Nankervis et al. 2012) . The advantages of capitalism 'with Chinese characteristics' reside in its 'bridled' rather than unbridled form which have allowed the central government to guide and control the economy more effectively than its Western counterparts.
However, it would be simplistic to suggest that China was unaffected by the GFC.
Some observers noted that the GFC 'very quickly had adverse effects on manufacturing exports' (Ghosh 2010, p. 4 ) as a consequence of China's 'high export-high accumulation' business model which made it susceptible to global economic fluctuations. As illustrations of the flow-on effects suggested, there was an almost immediate 'visible impact on employment' with thousands of factory closures and twenty million jobs lost in 2008, and by June 2009 more than four million rural migrant workers were unemployed (de Haan 2010, pp. 70, 75) . Associated increases in social unrest were also evident.
More recent imperatives, encapsulated in the concept of the 'harmonious society' which derives from both Chinese cultural traditions and socialist ideology, have been promulgated primarily in order to counter the more pernicious social effects of economic growth and to forestall any likely social or industrial disorder (de Haan 2010; Warner and Zhu 2010) . These cultural traditions, including Confucian notions of social harmony and unity, defined as 'the co-existence of heterogeneous factors, (and) the fusion of such heterogeneity' (Huang 2008, p. 10) ; opposition to internal and external conflict, paternalism, and holistic views of relationships (Nankervis et al. 2012) ; are complemented by socialist imperatives such as social justice, the redistribution of wealth, and egalitarianism; much of which had been fractured with the dismantling of the former state-owned enterprises (SOEs) during the 1970s. As such, these recent initiatives of the Chinese government represent an attempt to restore the perceived social equilibrium of the past era within the new context of globalization and marketisation. As Warner and Rowley (2010, p. 275) In this vein, the government reacted quickly and effectively in response to the adverse effects of the GFC, reflecting both long-and shorter-term imperatives -'building for the future'. Its US$590 billion stimulus package (EIU 2010, p. 4) represented a significant shift from its former export focus towards 'an inward-oriented model (which provided) more egalitarian social services, accompanied by drastic institutional changes, notably in health and social security provisions ' (de Haan 2010, p. 70) . More specifically, government agencies urged employers to avoid employee retrenchments; provided significant business tax reductions, changes in VAT rebates, credit flexibility, subsidies to consumers (for example, vouchers for appliances, furniture and cars -EIU 2010, p. 4); and implemented measures intended to stabilise housing and stock markets (de Haan 2010, p. 75) . In summary, the outcomes of these initiatives were twofold -first, to balance its former export focus with a complementary emphasis on internal economic development; and secondly, to ensure China's place in the global economy. To date, both appear to have been largely successful, and have the capacity to remediate not only the adverse effects of the GFC, but also to partially address the emerging challenges presented by China's changing demographic and consumer characteristics.
Research propositions
This paper explores the contradictory challenges posed by China's successful recovery from the GFC due to its cultural, ideological, and economic characteristics in contrast with its vulnerability to the longer-term consequences of its rapid economic growth, namely talent attraction and retention. The underpinning propositions include the following, that:
1. Whilst the GFC adversely affected the Chinese economy, its consequences were less significant than those in many other economies, and its recovery was considerably more rapid than its Western counterparts, due to its 'capitalism with Chinese characteristics' philosophy and the crucial role of the Chinese government;
2. China's strong cultural and economic traditions were central to its recovery from the GFC; and 3. Its long-term orientation is both an advantage, and a potential weakness, with respect to its ability to address the talent management challenges it faces as a consequence of its global success.
This paper analyses the contemporary context and challenges faced by the Chinese government and industry with respect to the global issue of talent management, at both the macro-and micro-management levels. It combines a review of the current literature, together with evidence from several case studies, in order to explore these issues.
The changing landscape -demographics, consumerism, and their consequences
The aging of the population, increasing urbanization, the development of a sizable middle class, and a growing associated gap between rural and urban incomes and quality of life, are well known features in the mosaic of modern China. In the latter case, whilst a significant program of poverty reduction has been undertaken over the last two decades, China's Gini coefficient indicates that new forms of inequality consequent on economic growth have arisen (Chen and Miller 2010, p. 24; Ghosh 2010; Warner and Zhu 2010, p. 286) , principally between the employed and the unemployed, and between those with limited skills and the highly talented.
This paper focuses on the particular dilemmas presented to the Chinese government and industry managers with respect to the attraction and retention of necessary talent to progress its future economic growth, in the context of its changing population and labour market. Subsequent sections of the paper explore the depth of the problem and some of the solutions which government and industry are pursuing in order to address the pertinent issues.
A recent Economist report on the 'wants and worries' of Chinese consumers provided some interesting and relevant information on the aspirations of the growing middle class, from which most local talent is necessarily sourced (EIU 2010 The remarkable economic growth of China, buttressed by its cultural and ideological traditions and the central role of its government, and perhaps best illustrated by it almost singular capacity to ride out the GFC, now presents it with enormous challenges to maintain the momentum in the face of dynamic national and global industry environments. Foremost amongst these challenges is the identification, nurturing, and retention of talented employees who will be able to provide Chinese government and industry with the required professional, technical and managerial capabilities necessary for future economic development. All of their reputed long-term planning strategies and skills will undoubtedly be tested in facing this new conundrum.
Talent management
'Talent management' has become a generally accepted term in contemporary business, encompassing the attraction and retention of the 'best' employees possessing specialist skills, abilities, and capabilities, in order to meet industry needs in a dynamic and increasingly competitive global environment. Coined by Michaels et al. (2001) , the so- Talent management focuses primarily on nurturing the workforce 'stars' (managerial and/or professional/technical staff), with a distinctive elitist emphasis, and utilizes the broad repertoire of HRM functions (for example, specialist HR planning, job design, recruitment, rewards and career management) to achieve its aims. Stahl et al. (2007, p. 195 ) define talent management as 'an emerging business strategy that enables an organization to identify, develop and redeploy key talented employees'.
China's talent challenges
Informed observers generally agree that China's future economic growth is likely to be constrained by a serious shortage of technical and professional specialists, notably in information technology, financial services and accounting occupations, real estate and construction, legal and management consulting, and in regional areas; as well as experienced senior managers with global mindsets (see for example, Pan and Lou 2004; Warner and Zhu 2010; Downing et al. 2008; Rowley and Warner 2010; Cooke 2010 Cooke , 2012 (Arkless 2007) ; and a later study not only confirmed these estimates, but further suggested that the problem was being compounded by extremely high attrition rates (more that 25 percent higher than the global average) and associated replacement costs (between 300-2000 percent of the departing managers' salary packages (Downing, et al. 2008, p. 2) .
Apart from demographic issues, and the gap between talent demand and supply, there are also significant challenges associated with the quality and expectations of the (Downing et al. 2008, p. 11) . This may also help to account for the significant job-hopping which occurs in the larger Chinese cities and economic zones, especially from state-owned enterprises to foreign multinational companies, and the increasing diminution of loyalty from such employees (Cai and Klyushina 2009, p. 8) , as well as the growing 'compensation creep'.
As evidence of the latter trend, some research studies suggest that base salaries for Chinese professionals have increased by up to 33 percent in recent years, and that around a third of skilled employees increased their salary packages by more than half when moving from one multinational company to another (Downing et al. 2008, p. 6) . In cities such as Beijing, Shanghai and Guangzhou salary rate rises reportedly rose annually by 7-9 percent, and between 7.5 -10.6 percent in some other economic zones (Downing et al. 2008, p. 7) . However, as some recent research indicates 'only the people over 40 years of age care about benefits and need a stable income. The Chinese (applicants) below 35 years of age expect to be paid well, but have low needs for benefits' ( Many Chinese private and government-owned organizations have chosen to outsource their talent attraction activities, as the country's impressive growth has not been matched by a sufficient supply of skilled specialists, thus exerting enormous pressure on many employers -'these challenges (have been) met by outsourcing part of, or the entire hiring process, to a third-party to enjoy lower hiring costs, higher productivity, and business efficiency' (Downing et al. 2008, p. 17) . Conversely, there is considerable evidence of talent poaching amongst those companies which are able to offer more competitive reward packages or career opportunities. However, there is also limited but encouraging evidence from China that some large companies, both local and foreign, are actively attempting to adopt a strategic approach to their crucial talent management dilemmas (Anonymous 2005; Warner and Goodall 2010; Rowley and Cooke 2011) . These include, the sophisticated strategies employed by foreign multinational corporations such Microsoft China, which 'grooms talent, rotates staff from (its) headquarters and creates a workplace environment which ensures that employees feel valued and are highly engaged in their work' (Bradford 2007, p. 2) , including through the development of succession plans for technical and managerial staff.
Foreign MNC responses
Foreign multinational corporations aggressively use their well-established global brands and word-of-mouth reputations as the primary means of attracting and retaining talent in China, successfully appealing to the ambitions and desires of creative younger applicants.
As an example, Microsoft has exported many of its US talent development programs to 
Chinese MNC responses
A recent study of senior local managers (Ananthram 2011) Haier has an ambitious business vision -'creating resources and worldwide prestige' (Yidan 2009 ). It embraces innovation, a strong customer focus, 'fashion and personalization' and claims concern for its environmental impact. Its strengths are said to focus on its technological capabilities, corporate culture, global integration, spirit of innovation, central management control system, and high quality service. It employs 'a holistic system, aligning every HR activity from recruitment to performance management to the company's business strategy pursuing a relentless focus on growth, quality and innovation' (Xin and Pucik 2006, p. 2) . These authors also suggest that it values transparency and fairness in its HRM systems, and that it consciously targets potential employees whose values are aligned with those of the company (Zhao 2005; Xin and Pucik 2006), a crucial element of its 'holistic' system. Therefore, 'while we present our enterprise's objectives, we can offer each individual a developing space to realize his (sic) own value' (Haier 2009 ).
These objectives are achieved through the public recognition of individual employees, constant performance monitoring, high employee motivation, and (perhaps contradictorily) the regular culling of poor performers (through the 'Elimination Quota'). In order to achieve its HRM objectives, Haier's reward strategy includes management and employee stock options, performance-based bonuses based on overall annual output, and separate career paths for administrators, professionals and workers (Liu 2010, p. 120 Nacsa (2011, p. 3) explained that Huawei 'undertakes management transformation benchmarked against industry best practice'. Thus, its HRM principles incorporate ethical standards, job satisfaction, integrated learning opportunities, dual career paths (managerial and professional), competitive remuneration, employee mentoring, and (limited) employee consultation (Huawei 2011) . Its human resource development (HRD) program encompasses both technical and management training, together with opportunities for selflearning (Huawei School Online), coaching and tutoring, and it has an 'employee training ladder' linked to its career development system (Liu 2010, p. 126 ). This 'training ladder' encompasses integrated new staff; management; technical; marketing and sales;
professional and production programs (Liu 2010, p. 127) .
Lenovo is unique amongst Chinese MNCs in its 'people first' philosophy -'creating space to develop employees, upgrading their value, and improving their working and living quality' (Teagarden and Cai 2009, p. 74 
Chinese SME responses
Literature on local Chinese small and medium enterprise (SME) approaches to talent attraction is not readily available, although Cooke (2010, p. 260) provides some interesting insights. She suggests that, contrary to perceptions, financial rewards, career opportunities, the satisfaction of employees' needs for recognition and esteem, and benefit packages (in that order), are strong determinants of employee retention (Leininger 2007, p. 28) . In addition, a small number of local Chinese companies have graduate management trainee programs, whilst ZTE (amongst others) promotes it employee benefits, mentoring and career development opportunities in addition to its training and development academy (Cooke 2010, pp. 269-70) .
Given the depth of the present and future talent shortages in China, it is not surprising that multinationals, local companies and government departments have adopted a range of techniques for their attraction and retention, combining traditional with more modern approaches. Thus, together with the provision of competitive rewards and benefits packages, leadership development, continual learning and structured career development opportunities (Bradford 2007) Chen (2006: 20) found that only six percent used Westernstyle assessment centres, which some authors (Chen 2006, p. 22) have suggested have 'questionable cross-cultural validity'. Others have sought to lure skilled applicants from the diaspora ('haigni', or 'sea turtles' in Chinese) with varying degrees of success, or to consciously seek a blend of expatriates and locals.
Conclusion
It is clear that, whilst the Chinese economy was not as severely impacted by the GFC as were the economies in many developed Western nations, due to the combination of its governmental strategies and policies; its risk aversive and diversified investments, traditional long-term planning orientation, and in particular, its rapid and apparently effective stimulus package, there were significant adverse effects on Chinese industries and their employment opportunities. As discussed earlier in the paper, the innovative imperatives encapsulated by the government in the notion of the 'harmonious society' which seeks to reduce social inequality through the encouragement of domestic (as well as global) consumption together with a series of social welfare initiatives, have largely failed to address the growing disparity between urban and rural labour markets or the gaps between talent demand and supply.
However, recovery from the GFC does not necessarily imply that such strategies will be sufficient to cope with the long-term challenges posed by China's growing and seemingly intractable talent management dilemmas. In many ways, its remarkable economic growth may suggest that in fact it may become a victim of its own success. As the paper has demonstrated, there is an escalating demand for talent as the engine of its present and future development which remains unmatched by the prevalent available supply. On the demand side, there are significant deficiencies in both the quantity and quality of talent, in the information technology, financial and accounting services, real estate, construction, legal and professional services sectors; related to a lack of graduate work experience, limited knowledge of the global business environment, inadequate
English language skills, deficiencies in leadership and managerial competencies; and a general failure of the Chinese educational system to develop innovative, creative, or critical analysis capabilities. These talent characteristics are compounded by the inflated expectations of potential employees, influenced both by the 'little emperor' syndrome consequent of the 'one child' government policy and by the global 'Gen Y' phenomenon.
They are also reflected, and exacerbated by, the 'compensation creep' experienced in major Chinese cities such as Beijing and Shanghai in recent years.
However, different industry sectors and organizational types have experienced these problems in varying ways. Both local Chinese and foreign multinationals have been less affected than their domestic or SME counterparts due to their abilities to attract and retain some of the necessary talent from a variety of sources (home, host, or third country nationals) and therefore to retain them in the face of intense global competition. However, government bodies, local industries, and small private companies have been less successful in this regard.
On the supply side, in spite of the government's attempted reform of higher and vocational education and industry links discussed earlier, the patchy responses of industry to these imperatives, together with the continuing theoretical (rather than practical) emphasis of the country's universities and the associated questionable quality of their graduates, has to a large extent, stymied the achievement of the desired outcomes. From a Chinese industry perspective, there has been inconsistent involvement in the government's vocational education initiatives both within and between sectors. Thus, whilst there has been some cooperation in employer VET programs, especially amongst the former SOEs, and larger private employers have sometimes committed themselves to ongoing and effective human resource development programs; integrated employee development programs have often been circumvented through the utilization of outsourcing and talent poaching imperatives. More strategically focused employers, principally the foreign and local multinationals, have invested in tailored applicant screening techniques; and comprehensive talent development programs, involving employee coaching and mentoring, extensive and customized rewards and career management, and succession planning, in order to attract and retain the talent required to achieve their corporate goals.
Such strategies are inextricably linked to the urgency of their needs, the extent of funds available for such purposes, and the long-term orientation of their senior managers.
Thus, in response to the research propositions explored in this paper, the following conclusions are evident. First, the central role of the government in the economy, and its esoteric and pragmatic ideology (the so-called 'third way') and strategies assisted in China's rapid response to the GFC. Second, its cultural traditions and long-term focus ensured the maintenance of subsequent economic growth, albeit with increasing inequalities between urban and rural employees, and between low-and more highlyskilled occupations. Finally, the urgent talent management challenges posed by its rapid economic growth and associated globalization may not be able to be as easily resolved or as amenable to the long-term planning traditions for which China is recognized. Whilst 'building for the future' is an admirable pursuit in both economic and human capital planning terms, its implementation and outcomes in Chinese government and private sector responses to the looming talent management challenges remain problematic.
Limitations and future research
This paper provides an overview of the breadth and depth of the talent management challenges facing China from a conceptual perspective, with particular reference to the short-term effects of the GFC, and the longer-term implications of recovery and future growth. It contributes to the literature by exploring the specific causes of these challenges in the dynamic Chinese context, and by highlighting the approaches which foreign and indigenous MNCs, and local SMEs have adopted to address them. It is limited by an absence of empirical data which would complement or critique such analyses.
Implications
Future researchers may find it useful to explore in more depth the nature of such talent management challenges and their resolutions in particular industry sectors and/or government versus private industry contexts from the perspectives of former SOEs, Chinese private companies, foreign and local multinationals. Such studies, whether as surveys, case analyses, or combinations of both, would undoubtedly provide invaluable insights into the application of Chinese traditions and perspectives to such contemporary HRM issues.
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